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ABSTRACT 


The  Gun  Weapon  System  Replacement  Program  (GWSRP)  plans  the  replacement 
of  ordnance  installed  on  active  Fleet  ships  and  Naval  Reserve  Force  ships 
with  overhauled  euid  properly  configured  systems  or  components.  The  develop- 
ment of  new  maintenance  progriuns,  such  as  the  Destroyer  Engineered  Operating 
Cycle  (DDEOC)  Program,  has  generated  a variety  of  maintenance  requirements 
and  procedures  affecting  GWSRP  systems.  The  GWSRP  benefits  from  related 
maintenance  programs,  such  as  the  DDEOC  Program,  and  vice  versa.  It  is 
important  that  these  benefits  be  optimized  by  coordination  of  effort  toward 
a common  goal.  Guidelines  for  the  development  of  such  coordination  between 
the  GWSRP  and  DDEOC  Program  are  presented  in  this  document.  It  is  designed 
to  assist  the  GWSRP  and  DDEOC  Program  Managers  in  their  efforts  to  maximize 
the  benefits  accruing  to  their  programs  through  the  integration  of  their 
respective  maintenance  management  activities. 
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SUMMARY 


This  report  presents  the  results  of  a study  performed  under  Contract 
N00174-78-C-0105  for  the  Gun  System  Engineering  Division,  Naval  Ordnance 
Station,  Indian  Head.  The  study  was  directed  towards  coordinating  certain 
aspects  of  the  work  of  the  Gun  Weapon  System  Replacement  Program  (GWSRP) 
and  the  Destroyer  Engineered  Operating  Cycle  (DDEOC)  Progrcun.  The  GWSRP 
plcUis  the  replacement  of  ordneince  installed  on  active  Fleet  ships  (O&MN 
funded)  and  Naval  Reserve  Force  ships  (O&MNR  funded)  with  overhauled  and 
properly  configured  systems  or  components.  The  Destroyer  Engineered  Opera- 
ting Cycle  (DDEOC)  Program  is  designed  to  improve  the  material  condition  of 
selected  cruiser,  destroyer,  and  frigate  class  ships. 

Information  for  the  study  was  obtained  from  documents  and  personnel  of 
the  two  programs.  An  additional  source  of  information  was  the  semi-annual 
GWSRP  Planning  Meeting,  which  was  attended  by  ARINC  Research  personnel. 

The  information  collected  was  analyzed  to  identify  areas  of  mutual 
interest  to  both  programs  where  integration  of  effort  was  feasible.  Plans 
for  implementing  such  integration  were  developed. 

The  study  identified  eight  areas  of  gun  weapon  systems  support  in  which 
the  coordination  of  the  GWSRP  with  the  DDEOC  Program  would  be  likely  to  en- 
hance the  maintenance  management  support  of  gun  weapon  systems.  They  are: 

• Inspection  procedures 

• Bid  specifications  written  for  overhauls 

• Baseline  overhaul  (BOH)  requirements 

• Ratable  pool  requirements 

• M2magement  Information  Systems  data  exchange 

• Material  Condition  Assessment  Procedures  Conducted  by  DDEOC  site 
teams 

• Class  Maintenance  Plan  requirements 

• Program  scheduling  requirements 
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These  areas  of  mutual  interest  should  be  the  subjects  of  further 
engineering  analyses  to  determine  recononended  integration  action.  The 
reconanended  action  should  provide  for  the  enhanced  management  of  the  men, 
money,  and  material  required  to  support  gun  weapon  systems  within  the 
framework  of  the  DDEOC  Program. 
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CHAPTER  ONE 


INTRODUCTION 


1 . 1 OBJECTIVE 

The  objective  of  this  analysis  is  to  identify  existing  and  potential 
areas  of  interest  between  the  Gun  weapon  System  Replacement  Program  and  the 
Destroyer  Engineered  Operating  Cycle  Prograun  implementation  and  make  recom- 
mendations for  integrating  these  interests. 

1 . 2 BACKGROUND 

The  Gun  Weapon  System  Replacement  Program  (GWSRP)  was  originated  in 
1964  by  the  Bureau  of  Naval  Weapons  as  the  Ordnance  Replacement  Program. 

The  mission  of  the  program  was  to  provide  a source  of  replacement  for  guns, 
fire  control,  and  related  equipment,  most  of  which  had  been  installed  in 
the  mid  to  late  1940s  and  had  reached  a state  of  disrepair  through  extended 
service.  Under  the  progrcun,  availcible  gun  mounts,  computers,  radars,  and 
related  equipment  were  overhauled  in  a depot  assembly  line  operation  and 
used  to  replace  badly  worn  guns  and  related  systems  installed  in  the  Fleet. 
Removed  items  were  placed  in  a repair  pipeline  to  keep  the  replacement 
cycle  going. 

Intensified  use  of  gun  mounts  in  the  Southeast  Asia  conflict  and  a 
drastic  reduction  in  roteible  pool  assets  have  increased  the  maintenance 
requirements  of  the  gun  weapon  systems  and  highlighted  the  need  for  an 
efficient  GWSRP.  To  keep  abreast  of  the  increasing  volume  and  complexity 
of  maintenance  in  an  era  of  tightening  defense  budgets,  the  GtVSRP  planning 
process  requires  considerable  coordination.  A logical  extension  is  to 
coordinate  and  integrate  the  activities  of  this  established  maintenance 
program  with  similar  activities  of  the  Destroyer  Engineered  Operating 
Cycle  (DDEOC)  Program. 

In  1973,  the  Chief  of  Naval  Operations  (CNO)  tasked  the  Commander, 
Naval  Sea  Systems  Command  (COMNAVSEASYSCOM)  to  (1)  investigate  the 
feasibility  of  adopting  extended  overhaul  cycles  for  destroyer-type  ships, 
(2)  investigate  the  feasibility  of  adapting  a submarine-type  Integrated 
Maintenance  and  Modernization  Planning  (IMMP)  Program  to  destroyer-type 
ships,  and  (3)  compare  the  projected  annual  costs  of  these  maintenance 
policies  with  current  annual  costs  of  maintenance  for  the  same  types  of 
ships. 
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On  the  basis  of  the  resulting  study,  NAVSEA  concluded  that  (1)  extending 
the  overhaul  cycles  for  certain  classes  of  destroyer-type  ships  was  feasible, 
(2)  some  economy  in  total  cycle  maintenance  costs  could  be  anticipated  as  a 
result,  and  (3)  additional  management  resources  would  be  required  to  develop 
and  manage  the  long-range  maintenance  management  plan  made  necessary  by  the 
overhaul-cycle  extension.  That  long-range  plan  would  serve  as  a guide  for 
scheduling  and  controlling  major  maintenance  work  and  provide  the  capability 
for  continuous  review  and  evaluation  of  the  material  condition  of  the  ships 
under  the  program. 

Based  on  these  conclusions  and  subsequent  tasking  by  the  CNO,  the 
Destroyer  Engineered  Operating  Cycle  (DDEOC)  Program  was  undertaken  in 
August  1974  to  develop  a detailed  maintenance  strategy  and  implementation 
plan  to  support  a 54  ± 6 months  operating  cycle  for  the  FF-1052,  DDG-37, 
and  CG-16/26  Classes  of  ships.  As  this  and  other  maintenance-related  pro- 
grams concurrently  evolved,  CNO  Project  Red  "E" , now  the  Ship  Support 
Improvement  Project  (SSIP) , was  created  in  January  1975  to  draw  together, 
coordinate,  and  integrate  all  maintenance-related  programs  for  surface 
ships. 

Part  of  the  SSIP  effort  is  to  explore  and  exploit  the  substantial 
benefits  from  the  use  of  established  products,  procedures,  organizations, 
etc.,  common  to  EOC  progreims.  Just  as  benefits  are  available  from  the 
similarities  between  EOC  programs,  benefits  are  also  available  from  the 
similarities  of  separate  but  interrelated  progreims.  Several  maintenance 
programs  have  been  established  in  the  past  to  solve  particular  operational 
or  maintenance  problems,  improve  material  condition,  or  increase  operational 
availability.  In  this  respect,  they  are  related  to  EOC  programs.  There- 
fore, it  would  be  advantageous  for  EOC  programs  to  draw  from  the  experience 
acquired  and  the  effective  results  produced  over  the  years.  The  GWSRP  is 
one  of  the  established  maintenance  programs  where  coordination  with  the 
DDEOC  Program  exists  and  should  be  continued.  The  similarities  of  GWSRP 
and  DDEOC  should  be  coordinated  to  a common  goal , thereby  minimizing  con- 
flicts and  duplication  in  requirements,  procedures,  funding,  etc. 


1.3  STUDY  APPROACH 

The  Initial  steps  of  this  analysis  were  to  (1)  identify  the  various 
activities  of  the  GWSRP  and  DDEOC  Program  organizations,  (2)  identify  and 
assess  the  various  activities'  responsibilities,  (3)  determine  which 
activities  would  be  involved  with  some  aspect  of  support  to  the  gun  weapon 
system,  and  (4)  develop  recommendations  for  coordination  between  the  two 
Programs . 

Documentation  covering  management  procedures,  instructions,  manuals, 
and  associated  data  relative  to  the  interface  and  support  with  gun  weapon 
systems  was  collected  for  each  activity  of  interest  — i.e.,  those  that 
would  be  participating  in  the  coordination  and  integration  efforts.  ARINC 
Research  engineers  studied  this  information  and  utilized  existing  in-house 
expertise  (established  in  support  of  the  DDEOC  Program  and  various  gun 
weapon  system  studies)  before  visiting  each  activity  for  interviews.  The 


discussions  were  held  to  enhance  our  understandlnq  of  each  activity's 
responsibilities  and  to  allow  each  participant  to  express  his  opinions 
on  the  appropriate  areas  of  Program  interface. 

Following  the  data-col lection,  assessment,  and  discussion  process,  an 
initial  selection  of  mutual  interest  areas  was  made.  This  list  was  discussed 
further  and  refined  with  the  interacting  activities  to  reaffirm  its  validity, 
implementation  feasibility,  ^md  integration  desirability. 

The  final  phase  of  the  effort  was  to  develop  conclusions  and  recommenda- 
tions based  on  the  analysis. 


1.4  REPORT  ORGANIZATION 

Chapter  Two  of  this  report  describes  the  key  activities  and  their 
responsibilities  within  the  GWSRP  and  the  DDEOC  Program.  Chapter  Three 
explains  the  results  of  the  analysis  conducted  to  determine  the  common 
interests  in  coordination  shared  by  the  GWSRP  and  the  DDEOC  Progreun. 
Chapter  Four  presents  the  conclusions  and  recommendations. 
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CHAPTER  TWO 


ORGANIZATIONAL  RELATIONSHIPS 


2 . 1  INTRODUCTION 

Several  activities  within  the  GWSRP  and  DDEOC  Program  are  providing 
management  and  maintenance  support  of  gun  weapon  systems  and  equipments . 

The  support  provided  by  both  organizations  is  conducted  toward  the  same  end, 
providing  adequate  operational  availability  of  these  systems  to  the  Fleet. 

It  should  be  noted  that  the  DDEOC  Progrcim  provides  maintenance  management 
support  to  the  total  ship;  the  support  of  gun  weapon  systems  is  but  one  area 
of  that  support.  This  chapter  identifies  the  various  participating  activi- 
ties and  their  roles  euid  responsibilities.  Figure  2-1  and  2-2  show  the  work- 
ing relationships  of  the  activities  for  each  program.  The  potential  contri- 
butions and  relationship  to  the  integration  effort  are  also  discussed. 


2.2  GUN  WEAPON  SYSTEM  REPLACEMENT  PROGRAM  ORGANIZATION 
2.2,1  Naval  Sea  Systems  Command  (NAVSEASYSCOM) 

2. 2. 1.1  Director  Industrial  Maintenance  Management  Division 
(NAVSEA-043) 

NAVSEA-043  provides  the  overall  management  of  the  GWSRP  for  the  Com- 
mander, Naval  Sea  Systems  Command.  This  includes  the  coordination  of 
program  requirements  as  developed  by  program  participants  with  higher 
authorities  during  the  plamning,  progrcunming , and  budgeting  cycle.  As 
overall  program  mcuiager,  he  provides  funding,  within  the  GSWRP  budget 
constraints,  to  NAVORDSTA  Louisville,  NAVORDSTA  Indian  Head,  eind  the 
NAVSEACEN's  for  those  actions  in  support  of  the  GWSRP.  NAVSEA-0432 
provides  policy  guidance  on  matters  concerning  the  total  program.  The 
decision  on  whether  to  implement  the  majority  of  this  study's  recommenda- 
tions will  be  initiated  by  NAVSEA-0432  and  rest  with  NAVSEA-043. 

2. 2. 1.2  Director  Material  Management  Division  (NAVSEA-045) 

NAVSEA-045  provides  the  administrative  management  and  funding  for 
packing,  crating,  and  handling  (PC&H)  equipment  removed  from  ships  via 
GWSRP  that  is  not  directly  returned  to  NAVORDSTA  Louisville.  This  office 
also  controls  all  2J  cognizeuit  (cog)  assets  in  the  Navy  and  must  be  inter- 
faced with  to  ensure  that  the  assets  will  be  available  to  support  GWSRP  re- 
quirements. The  2J  cog  represents  the  major  component  level  supply  support 
code  for  gun  weapon  systems. 
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2.2.2  Klt'Kl  _AL-t_ivjJ:_ioa 

2.2.^.  I Naval  Orduaiwt?  Station,  Indian  Hoad  (NAVORl)STA  Indian  Hoad) 


NAVi'Rl'STA  li\dian  Hoavl  (Code  52J.I)  has  primary  ros|Hins  ibi  1 i ty  for  two 
major  asfH'ots  of  tho  i^SKI'  — tlio  Matoiial  I'ondition  Koviow  (Mt'K)  and  tho 
(•rinji.im  Maiuuiomt'nt  Infoj  nuit  ion  System  (MIS).  In  oonjvmction  witli  tlio 
sohodnl  in>.j  of  tho  Mt'Rs  plannod  by  tlio  Naval  Soa  SvjpiKU  t Contor  (NAVSKAi.'KNs)  , 
NAVOKbSTA  Indian  Hoad  (Cod**  ^2  1.1)  nvinitors  the  planiu'd  inspoction  scliodulos 
and  tho  impU'montation  of  cnrront  year  inspoction  schodulos  to  onsure 
fulfil  Imont  of  I'.WSkr  object  ivos.  I'roqram  status,  problems,  and  rocommondod 
cojioctivo  act  i ms  are  fojwardod  by  this  activity  to  NAVSKA-04 .12 . 
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Th«‘  proijram  MIS  is  maintaineii  in  conjunction  with  tho  Woa)xins  \juality 
Kiujinoor  lU)  I'ontor  (Wy''t\')  , (I'ode  )S4)  Concord.  NAVORIISTA  Indian  Hoad 
(Code  ^2  11)  h.»s  tho  rosjH>nsibi  I it  y for  providing  necessary  data,  fvuidina 
aiul  m.tn.ia»'mont  supinut  to  W^KC  Concord  for  m.»it\ton.»nco  proijr.»mminq  and  foi 
distribution  of  apv'licablo  rojxnts  to  ilWSkr  participants.  Tho  information 
managed  by  NOS  Indian  Hoad  in  roqaids  to  ttu’  Mt’K  and  CWSKP  dIS  are  siqnifi- 
cai\t  aio.ts  of  mutual  int«'rt>st  ttiat  should  provide  m.ina>)omi'nt  infojmation 
for  future  inteijr  .rt  ion  r'tfi^rts. 


2. 2. 2. 2 Naval  vin.iirco  St  at  ion  , Jx^uisvi  1 lo  (Ni'S/l.) 

NAVOKbSTA  bouisvillo  is  t osixurs iblo  for  m.»intainin>.i  tiro  depot  level 
f.acility  to  ov«'rhaul  i|uir  wt'apoir  system  equipment.  NO.s'/'l.  (Code  OOCl) 
providt's  tht'  m.»ir.iqomont  int*M  fai’o  with  i.:WSKl'.  In  rosjxrnso  to  tho  idonti- 
ficativm  v>f  tlu'so  systems  .iiiil  oquipnx'nts  .rs  rlWSRr  replacement  candidates, 
the  fi>lIowint)  must  be  uirder  t .rken : (1)  all  mrcessary  planninq  to  overhaul 

the  identified  systems,  (2)  prirv'ossitrq  th»'  iirduction  of  the  work  it\to  the 
iirvlust  r i.»l  facilities,  an»l  ( t)  ensvriiiui  that  the  equipmt'nt  is  delivered  ii\ 
.iccordance  with  pt  omuUi.rt  r-d  HOH , ROH,  and  r.:WSRr  schedules. 

'l\>  ptv'vide  tim«'ly  supixii  t v^t  oWSRb  rewruk  and  replacement  equipmt'nt  s, 
t h»'  irrteif.tv'o  Ix'tween  NAVi^RbSTA  U>uisville  .ind  the  v'-WSRP  part  icip.tirt  s is 
critic.rl.  Or  h'rly  planniiui  .ind  scheduliiru  of  the  NOS/L  t'osourct's  and 
wrrrk  torce  IS  dt'pendent  upon  timt'ly  receipt  of  Kleet  workload  reqvrirements. 
M.rt«'ri.»l  t evjuM  t'mt'nt  s .rre  ciHrrdinat  ed  with  STtV  for  those  SPCC  matraqed 
items  aird  with  IV'feirse  Supply  Centers  for  special  proqram  requiremeirts. 
Schedulitrq  of  wv'tkloail  reqirirt'mt'nts  is  accomv'l  ished  by  Ni'S  Louisville  with 
fitral  approval  anil  pr  iirrity  of  accompl  ishment  established  by  NAVSEA  0711. 
This  factor  makes  the  ctH^rdinat ion  of  maintenance  requirements  and  overhaul 
schedrtlinq  befwet'n  C.W.SRb  and  bDEiX’  an  esserrtial  iirteqrat  iotr  effort.  Inte- 
qr.it  ion  of  lanlSRP  requi i t'ment  s with  DbEtV  maintenance  requirements  can  I're- 
v»'nt  scht'dulinq  problt'ms,  ovt-rhaul  del.rys,  and  the  inadequate  supvxirt  of 
OW.SRb  systt'ms. 

2.2.1  Type  CtMwn.rnders  - r.\'MNAVSbRFI ANT  (Code  N44J  ^irul  COMNAVSHRl'rAC 
(Ctxle  'n416)~ 

Th*'  TYiX^Ms  are  active  part  iciixrnta  of  Ixith  Troqr.rms.  Their  participa- 
tion is  unique  in  that  they  have  vested  interest  --  the  continuinq  oix'iat ion 


8 


t 


i 


T 

i 


of  ships  within  their  command — in  makii^q  each  rroiji;im  responsive  to  their 
maintenance  requirements.  The  TYCOMs,  Code  N4411  for  COMNAVSURFlJiNT  and 
Code  N436  for  COMNAVSURFPAC,  are  responsible  to  formulate  requests  submitted 
to  NAVSEA  for  replacement  of  GWSRP  system  and  equipments  aboard  their  ships 
that  have  been  identified  as  requiring  replacement.  This  process  involves 
directing  the  availability  of  the  ships  for  inspection  and  replaceimuit 
action.  Under  the  GWSRP,  the  TYCOM  will  fund  all  renK>vals,  instal lat ions , 
and  checkouts  of  the  replaced  equipments.  They  also  fluid  all  TYCOM 
initiated  changes  to  GWSRP  workload  for  the  current  or  subsi»quent  fiscal 
year  (FY) . 

The  TYCOM  interaction  within  the  GWSRP  is  the  input  that  provides  the 
program  with  overhaul  requirements.  The  coordinated  TYCOM  requests  for 
inspections  or  replacement  of  GWSRP  equipments  provides  the  justification 
for  funding  allocations  within  the  Navy  for  this  progr.am.  It  is  imperative 
that  the  TYCOM  be  aware  of  DDEOC  maintenance  requirements  engineered  fo*. 
these  systems  and  equipments  and  that  these  requirements  are  included  in 
his  requests  to  NAVSEA  for  support. 

2.2.4  Other  Activities 


2 . 2 . 4 . 1 Naval  Sea  Support  Center  (NAVSEACEN)  - At lant ic/Paci f U' 

The  NAVSEACENs  provide  SEA-043  technical  representation  and  gener.rl 
liaison  to  the  TYCOM  and  the  Fleet  at  the  waterfront  on  matters  concerning 
the  GWSRP.  To  accomplish  this,  a schedule  for  MCRs  is  planned  and  sulmiitted 
semiannually  for  approval  in  support  of  GWSRP  objectives.  The  NAVSEACENs 
conduct  the  Material  Condition  Review  using  provided  material  i.ispection 
formats  and  forwarding  the  written  reports  to  the  appropriate  GWSRP 
participants.  When  designated  by  the  TYCOMs  the  following  activities 
are  conducted  in  supiiort  of  GWSRP: 

(1)  Removal  and  installation  of  GWSRP  equipments  and  comjxments 

(2)  Delivery  of  documents  and  appropriate  OP/ODs  on  refurbished 
equipments  to  an  installation  activity 

(3)  Monitoring  and  informing  all  conceiiied  of  the  shipping  status  of 
refurbished  equipment 

(4)  Inspecting  refurbished  equipment  upon  receipt  with  inst,»lling 
activity  and  take  action  to  obtain  shortages 

(5)  Providing  technical  assist.mce  during  the  installation  and 
check  out  of  refurbished  equipments 

(6)  Reporting  completion  of  installation  while  documenting  ship's 
equipment  configuration 

GWSRP  is  also  res{.xinsible  for  determining  an  equipment’s  "rewv>rk- 
ability"  and,  upon  receipt  of  disixisition  instruction  from  NAVSEASYSi'OM, 
providing  direction  and  funding  to  Naval  Supply  Centers  to  ensure  V'roix'v 
packing,  crating,  and  handling  of  equipments  Ix'ing  returned  in  the  GWSRP 
pipeline.  The  NAVSEACENs,  because  of  their  direct  interface  with  the 
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ship's  and  the  GWSRP  systems  and  equipments,  are  key  technical  activities 
in  the  process  of  supplying  inputs  to  the  integration  effort  required  to 
ensure  lMSKT  equipments  are  properly  supported.  The  contributions 
NAVSEACENs  can  make  to  ensure  these  equipments  receive  the  necessary 
engineered  operating  support  will  be  an  integral  portion  of  this  integra- 
tion effort.  The  inspection  and  evaluation  they  performed  on  these  equip- 
ments provide  a portion  of  the  data  and  engineering  knowledge  required  to 
ensure  both  programs  are  responsive  in  this  area  to  the  needs  of  the  Fleet. 

2 . 2 . 4 . 2 Weatxins  Quality  Engineering  Center,  NWS  Concord 

W^EC,  Concord  (Code  384)  maintains  in  conjunction  with  NOS  Indian  Head 
(Code  5233) , a program  Management  Information  System  (MIS)  for  the  GWSRP. 
This  activity  manages  tl\e  programming,  compiling,  file  update,  and  infor- 
mation outputs  of  t)ie  GWSRP  management  information  system. 


2.3  DESTROYER  ENGINEERED  OPERATING  CYCLE  PROGRAM  ORGANIZATION 
2.3.1  Policy  SuptK)rt  Activities 

2. 3. 1.1  Ship  Support  Improvement  Project  Manager  (PMS-306) 

PMS-306  is  rest)onsible  to  SEA-04  for  executing  the  functions  assigned 
to  SEA-04,  the  CNO's  Executive  Agent  for  the  Ship  Support  Improvement 
Project  (SSIP) . Those  functions  describe  a basic  requirement  for  the 
integration  of  the  DDEOC  Program  into  the  SSIP.  In  addition,  PMS-306  as 
Project  Manager  is  responsible  for: 

• Project  resource  accounting 

• Coordinating  and  integrating  the  program  components,  including 
DDEOC,  that  constitute  tlie  SSIP 

• Coordinating  with  program  managers,  such  as  SEA-934  for  DDEOC, 
to  ensure  compatibility  with  the  development  of  the  overall 
maintenance  strategy 

A significant  interface  with  PMS-306  that  should  be  continued  is  the 
review  by  GWSRP  of  those  gun  weapon  system  rotable  pool  candidates  recom- 
mended by  DDEOC  ship’s  Class  Maintenance  Plans  for  inclusion  within  the 
Wholesale  System  Stock  Requirements.  In  addition,  NAVSEAINST  5400. llA 
states,  "where  significant  and  continuing  interrelationships  with  other 
projects  and  functional  managers  work  out,  PMS-306  shall  take  the  initia- 
tive to  develop  agreed  working  relationship's  with  such  managers".  This 
specifically  addresses  the  type  of  integration  effort  proposed  by  tliis 
analysis. 

2 . 3 . 1 . 2 Deputy  Commander , Surface  Combatant  Ships,  Naval  Sea  Systems 
Command  (S F,A-8  3 ) 

SEA-93  is  responsible  for  directing  and  executing  the  DDEiX'  Program. 
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Additional  responsibilities  are  to: 

• Appraise  and  determine  the  necessity,  adequacy,  and  consistency  of 
all  DDEOC  resource  requirements 

• Provide  SEA-04  with  DDEOC  Program  resource  requirements,  including 
appropriate  justification  and  back-up  documents 

2 . 3 . 1 . 3 Escort/Cruiser  lA?gistics  Division,  (SEA-934))  DDEOC  Program 
Manager 

SEA-934  is  responsible  to  SEA-93  for  the  planning  and  execution  of  the 
DDEOC  Program.  Those  responsibilities  are  comprised  of  the  following  major 
program  elements: 

• Developing  an  integrated  ship  maintenance  strategy  to  be  used  in 
support  of  ships  assigned  to  the  DDEOC  Program 

• Planning  and  coordinating  Baseline  Overhauls,  Selected  Restricted 
Availabilities  (SRAs) , and  follow-on  Regular  Overhaul  of  DDEOC 
ships 

• Developing  ship  Class  Maintenance  Plans  that  are  the  basis  for 
planning  and  resource  identification  for  DDEOt'  overhavjl  and  main- 
tenance supi>ort 

• Identifying  hardware  requirements  and  the  software  resources  required 
to  implement  DDEOC 

SEA-934  will  be  the  key  DDEOC  Program  interface  for  the  GWSRP.  Tlie 
responsibilities  assigned  to  this  office  are  such  that  the  management 
decisions  covering  every  facet  of  the  mutual  interest  areas  would  be  made 
ultimately  at  this  level.  Program  coordination  of  these  interests  will, 
in  most  instances,  be  accomplished  between  SEA-0432  and  Project  Office 
(SEA-934X) . 

2 . 3 . 1 . 4 Planning  and  Engineering  for  Repairs  and  Alterations  (PERAl  j- 
Cruiser  and  Destroyer  (CRUDES) 

PERA  (CRUDES)  comes  under  the  cognizance  of  the  Cruiser,  Destroyer, 
eind  Frigate  Ship  Logistic  Division  (SEA-934)  - the  DDEOC  Program  Manager. 

The  primary  objective  of  PERA  (CRUDES)  is  to  provide  close  management  of 
planning  to  achieve  effective,  efficient,  orderly  and  timely  ship  overhauls. 
To  accomplish  this,  PERA  (CRUDES)  assists  the  DDEtX"  Project  Office  in  tlie 
following  areas: 

• Planning  and  coordinating  the  development  of  the  repair  package  for 
each  assigned  ship  overhaul 

• Developing  a ship  alteration  and  repair  package  (SARD 

• Identifying  material  that  requires  a long  lead  time  for  delivery 
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Installing  Ship's  Force  Overhaul  Management  System  (SFOMS)  on  all 
ships  undergoing  overhaul 
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• Applying  liistorical  data  toward  development  of  baseline  SARPs  and 
POT  t.  Is 

PERA  (CRUDES)  is  responsible  to  the  DDEOC  Program  Manager  for  providing 
several  technical  project  inputs  in  support  of  DDEOC,  e.g.,  development  of 
Class  Baseline  SARPs,  Material  Condition  Assessment  Procedures,  the  soft- 
ware for  Repair  Maintenance  Management  System  (RMMS) , etc.  NAVSEA  resources 
have  been  provided  for  the  accomplishment  of  the  DDEOC  taslcs.  The  integra- 
tion of  many  mutual  interest  areas  will  begin  with  PERA  (CRUDES)  for  pur- 
{.K)ses  of  defining  the  scope  and  mechanics  of  the  integration. 

2.3.2  Operational  Level  Activities 

2. 3.2.1  DDEOC  Technical  Groups 

Although  program  direction  comes  directly  from  the  DDEOC  Program 
Office,  the  DDEOC  Technical  Group  is  located  in  PERA  (CRUDES)  for  admin- 
istrative support.  The  DDEOC  Technical  Group  provides  dedicated  technical 
support  to  tjie  DDEOC  Program  as  follows: 

• Conducts  trend  analyses  based  on  DDEOC  site  team  data 

• Provides  repair  accomplishment  r"? commendations  to  PERA  (CRUDES) 
availability  planners 

• Proposes  changes  to  existing  DDEOC  assessment  procedures 

• Recommends  new  systems  and  equipments  for  development  of  assessment 
procedures 

• Provides  specialized  material  support  to  the  DDEOC  site  teams 

• Recommends  to  tlie  DDEOC  Program  Office  changes  to  staffing  levels 
or  other  staffing  actions  required  to  support  the  program 

The  staffing  of  the  DDEOC  Technical  Groups  at  PERA  (CRUDES)  has  not 
been  completed.  Integration  efforts  at  this  level  are  concerned  primarily 
with  the  recommendations  made  for  repair  accomplishment  resulting  from  data 
analysis . 

2. 3.2.2  TYCOM  DDEOC  Coordinator 

The  function  of  the  TYCOM  DDEOC  Coordinator  is  to  provide  support  for 
the  DDEOC  Program  and  implementation  guidance  to  TYCOM  staff  elements, 

IMAs,  and  DDECK’  ships.  The  TYCOM  Coordinator,  who,  according  to  planning, 
will  be  a Naval  Officer  with  DD  or  FF  engineering  experience,  will  have  the 
following  responsibilities: 

• Develop  DDEcX"  Program  milestones  at  TYCOM  level 


• Monitor  the  scheduling  of  major  maintenance  to  DDEOC  ships 


• Develop  DDEOC  operations-level  budget  submissions 

• Recommend  DDECX'-related  maintenance  actions 

• Recommend  DDEcXI-related  supply  actions 

• Monitor  DDEOC  Program  material  and  personnel  resources 

• Review  DDEOC-related  3-M  feedback  reports 

• Provide  monitoring-schedule  guidance  to  DDEtX'  site  tecims 

• Recommend  "D"  and  "K"  Alts  for  accomplishment  during  DDEOC  ROMs 
and  SRAs  and  coordinate  with  NAVSEA  FMP  managers 

• Coordinate  Selected  Restricted  Availability  planning 

• Provide  program  briefs  to  new  DDEOC  ships'  Commanding  Officers  and 
others,  as  necessary,  in  conjunction  with  the  DDEOC  Program  Manager 

The  current  DDEOC  management  planning  calls  for  the  TYCOM  Coordinator 
to  be  assisted  in  the  above  effort  by  a Maintenance  Planning  Officer  and  a 
DDEOC  Supply  Planning  Officer.  The  interface  at  this  level  of  the  DDEOC 
Program  would  be  to  tie  together  the  TYCOMs'  vested  interests  in  both 
Programs  to  the  common,  maximized  support  of  GWSRP  systems  and  equipments 
on  TYCOM  ships. 

2. 3.2.3  DDEOC  Site  Teams 

The  equipment  and  systems  assessment  requirements  of  the  DDEOC  Program 
requires  testing  and  record  keeping  in  addition  to  current  Fleet  practices. 
In  order  not  to  overburden  Forces  Afloat  personnel  and  to  ensure  continuity 
in  the  application  of  assessment  methods,  DDEOC  site  teams  at  major  DDFaV- 
ship  home  ports  will  either  conduct  assessment  procedures  themselves  or 
assist  Ship's  Force  in  conducting  them.  The  DDEOC  site  team  receives 
program-policy  direction  from  the  DDEOC  site  team  leader  in  conjunction 
with  the  DDEOC  Coordination  on  the  Type  Commander's  staff  and  receives 
technical  guidance  from  the  DDECX'  Technical  Group. 

The  DDEOC  site  teams  will: 

• Administer  the  DDEOC  Progrtim  at  the  home  jxirt  assigned 

• Coordinate  assessment  visits  with  Squadron  Material  Officers  and 
the  ships  concerned 

• Conduct  initial  "quick-look"  analyses  of  data  recorded  on  DDEtX' 
ships  in  conjunction  with  the  ship's  Engineering  Officer  and 
Commanding  Officer,  if  requested 

• Immediately  advise  ship's  Commanding  Officer,  Engineering  Officer, 
and  Squadron  Material  Officer  of  any  significant  problems  indicated 
by  shipboard  assessment  procedures 

• Submit,  at  the  end  of  each  assessment  visit,  a reix>rt  of  recommended 
maintenance  actions,  as  appropriate 
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• Forward  recorded  assessmt>«t  data  to  the  DDEOc'  Technical  Group  for 
analysis 

• Bo  resi'«.>nsible  for  accountability  and  working  condition  of  any 
sv'ocial  l''DE».X'  assessment  equipment  assigned 

• Kecommend  revisions  to  DDEOC  assessment  procedures,  as  appropriate 

• Participate  in  shipKvsrd  briefings  with  DDEOC  Program  Manager 

• Participate  in  development  of  Material  Condition  Assessment 
V'rocedures 

• t'arry  out  other  duties  as  assigned 

The  proi.x>sed  comjx.'isit ion  of  the  DDECX'  site  teams  is  primarily  HM&E 
oriented.  This  may  provide  a problem  for  assessing  the  gun  weapon  systems. 
Integration  of  ix-itential  (.iWSRP  assets  in  this  area  could  prove  to  be  a 
definite  benefit  to  both  programs. 


2 . 4 SUMMARY 

This  chapter  has  discussed  the  selected  key  activities  involvi'd  in  the 
i-WBKP  and  DDEtX*  Program.  They  will  interrelate  in  varying  degrees  for  the 
future  maintenance  requirements  specified  on  the  GWSRP  systems  and  equip- 
itH'nts.  A svimmary  matrix  of  the  participating  activities  and  their  inter- 
relating responsibilities  is  shown  in  Table  2-1. 
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CHAPTER  THREE 


DATA  ANALYSIS  AND  MUTUAL  INTEREST  AREA  IDENTIFICATION 


3.1  INTRODUCTION 

Chapter  Two  described  the  various  activities  that  interact  directly 
or  indirectly  with  the  GWSRP  and  the  DDEOC  Program.  Visits  and/or  phone 
conversations  were  made  with  these  activities  to  identify  and  define  areas 
of  mutual  interests  that  could  potentially  be  implemented  in  the  interest 
of  improving  existing  procedures.  This  chapter  addresses  the  data  collec- 
tion process  and  the  data  analysis.  The  analysis  leads  to  the  recommenda- 
tion of  eight  areas  of  mutual  interest  whose  integrated  implementation 
is  feasible  and  likely  to  provide  benefits  to  both  the  GWSRP  and  the  DDEOC 
Program. 


3.2  DATA  COLLECTION 

Data  collection  began  with  a search  for  all  relevant  documentation 
concerning  both  Programs.  To  gain  an  understanding  of  each  Program's 
charter  and  responsibilities,  the  following  documents  were  used  primarily: 

(1)  NAVSEA  Instruction  8300. 2A  - Gun  Weapon  System  Replacement  Progrcun, 

(2)  Gun  Weapon  System  Replacement  Program  Guidance  Manual,  and  (3)  The 
DDEOC  Program  Management  Plan.  Subsequently  ARINC  Research  studied  the 
primary  document  describing  the  Gun  Weapon  System  Replacement  Program  - 
NAVSEAINST  8300. 2A.  This  instruction  establishes  the  policy  and  procedures 
for  implementing  the  GWSRP,  defines  areas  of  funding  responsibilities,  and 
establishes  procedures  for  developing  requirements-planning  data  for  the 
GWSRP  schedule.  Included  in  the  text  of  the  instruction  is  a listing  of 
the  Program's  active  participants  and  their  responsibilities. 

The  Gun  Weapon  System  Replacement  Program  Guidance  Manual  is  used 
within  the  program  by  the  active  participants  for  further  refinement  and 
definition  of  the  GWSRP.  ARINC  Research  engineers  used  this  document  to 
become  aware  of  technical  details  concerning  the  Program's  reference 
material,  system/equipments/components  supported,  and  operational 
activities  and  resrxansibilities  of  the  participants. 

Of  major  interest  was  the  DDEOC  Management  Plan.  This  was  written 
to  serve  as  a guide  to  DDEOC  managers  for  the  execution  of  the  DDEOC 
Progrcim.  It  includes  a discussion  of  the  Program's  background,  objectives. 
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aiui  coustraints ; an  outline  of  the  onjanizationaJ  structure  used  for  pro- 

administration;  the  DDKtX.’  availability  planninij  procedures;  a 
description  of  the  liniXX:  material  condition  assessment  program;  and  a 
discussion  of  related  Integrated  Lcxjistic  Support  interfaces.  This  docu- 
ment is  a means  for  the  DDIiOC  Managers  to  provide  for  review,  coorditiation , 
and  further  DDEtX'  Progriim  development.  It  is  a dynamic  documei\t  intended 
to  provide  the  most  current  management  information  to  program  management. 

Study  of  those  docviments  provided  the  foundation  for  understanding 
the  problems  unique  to  each  program,  for  analyzing  areas  of  mutual  interest 
and  ultimately  determining  whether  existing  procedures  could  bo  improved  to 
ttio  benefit  of  botli  Programs  through  integration  of  the  mutual  interest 
areas.  The  majority  of  information  and  the  actual  analysis  process,  how- 
ever, was  gained  by  interviews  with  active  participants  of  both  Programs. 

For  several  reasons,  significant  contact  was  with  the  GWSRl’  partici- 
pants: (1)  the  GWSRi'’  has  been  functioning  in  support  of  Fleet  Gun  Weapon 
System  Maintenance,  (2)  the  (.iWSRP  system  comprises  only  a small  portion 
of  the  total  ship  for  which  the  DDECK!  Program  is  responsible,  (3)  it  is 
important  to  assess  the  impacts  that  DDEOC  has  on  existing  GWSHP  procedures, 
(4)  there  was  more  data  available  on  the  GWSRI’  than  on  the  DDEOC  Program, 
and  (5)  ARINC  Research's  long-standing  association  with  DDEOC  made  communi- 
cation atid  assessments  of  planning  and  requirements  much  easier  than  the 
corresponding  effort  with  the  GWSRP. 

The  following  bibliography  represents  the  documentation  for  the 
conclusions  and  recommendations  of  this  report: 

A.  Gun  Weapon  System  Replacement  Program  References: 

1.  NAVSEA  Instruction  8300. 2A  of  24  March  1977,  Gun  Weajxjn 
System  Replacement  Program. 

2.  Attachment  to  NAVSEA  Instruction  8300. 2A  (Advanced  Copy), 
Material  Condition  Review  Program. 

3.  GWSRP  Guidance  Manual  (Draft)  dated  January  1978. 

4.  Naval  Ordnance  Station  Louisville  Boolclet  for  Deix>t  l,evel 
Overhaul,  Ordnance  Systems  - Equipments  to  be  Removed. 

5.  Semi-Annual  GWSRP  Planning  Meeting  Notes  of  20  April  1978. 

6.  Naval  Sea  Systems  Command  Journal  Article  (Draft),  "The 
Maintenance  Behind  Guns"  by  the  GWSRP  Program  Maiuiger. 

7.  GWSRP  In-Depth  Review  for  Fiscal  Year  1978, 

H.  DDECX"  References: 

1.  DDEiX:  Management  Plan  of  Novemlier  197/. 

2.  EOC  Program  Development  Manual,  Draft  of  February  1978. 
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5.  K1’-10S2  Class  OliKiX'  Main!  t'lujiioo  I’lan. 

4.  PKRA  (CRUOKS)  , Sui  fai’o  Ship  i’ro-Ovorhaul  (.'.uiilo. 

5.  I'KRA  (CRUOKS)  , hasolitu'  SARP  tor  Kl’-lOh:;  Class  HOH. 

().  Maiiitonauco  Ciitical  h'liuipmont  hist  for  'I'hrt'o  Sliip  I’l.issos; 
KK-1C52,  C(.;-U',  aiMl  CC-2b. 

7.  I>ix:-.17  c’lass  SARI'  Planniiu]  IXx'urooiit . 

H.  OPNAV  Notice  4710  of  ^ February  147(1,  Pacific  anil  Atlantic 
Fleet  Overhaul  ScheduU's  for  Fiscal  Yi'ars  1477-iuhi. 

4.  Ship  Suppoi t Imtuovemout  Proiect  (PMS-JOb)  Project  Master 
Plan  with  (.'haiujt'  J of  November  1477. 

10.  ntlKlX’  Systems  Mainteuaut'e  Analyses  for  api'iot'riate  CWSRP 

.Systems  and  ship  classes  (Mk  42  Cun  Mounts,  Mk  bS  Cun  Fire 
Coirtrol  System.';)  . 

C . Ot  he  r Re  f e renc»' s : 

I.  Re  1 i.ib  i 1 i t y-Mai  tit  a inab  i 1 i t y-Ava  i lab  i 1 i t y Asses.'iment  of  ,1"/S0 
Rapid  Fire  'IVin  Cun  Mounts  of  .lanu;uy  1475. 

2.  Reliability,  Maintainability,  and  Av.ri  labi  1 ity  A.'-.sessitH'nt  , 

Mk  42  Mi>il  10  ilun  Mount  of  1 IX'cembi'r  1477. 
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3.  FF-1052  (.'lass  Post  R«'patr  T«’st  .ind  (.'a  1 i bi  .rt  Pl.in,  ('v>ml'at 

Syste'm  and  Cun  .Systi-m  Volumt's. 

Ourinq  the  first  nxinth  of  this  ef  tort  , ARlNi'  Reseatch  represt'ut  at  i ves 
attended  the  semi-annual  CWSRP  schedulinq  m«'etinq.  This  mt'et  inq  couvi'nes 
with  the  objective  of  .u-comt'l  i t;h  i nq  tht'  folU'winq:  (1)  developin')  baseline 
CWSRP  schedule  for  FY  ♦ 1,  (2)  idi'iit  i fy  ini)  b.iseline  CWSRP  re('lacement 

requirements  for  FY  * 2,  and  (3)  devi'lov'inq  a b.i.'iel  iiu'  insju'ctiou  scheduli' 
for  FY  ♦ 1.  This  me«>t  inq  w.ts  attendi'd  by  I'ersonnel  ftom  many  activities, 
inclvidinq  NAVSF.A  0432  (Chaired  the  meet  inq)  , NAVSKA-ObC,  NAVSF.A-('7 1 1 , 
NAVSKA-h532,  C'OMNAVSORFITiNT,  I’OMNAVSORFPAi' , NAVSFACFNIANT,  PA(',  SPCC, 
NAVSKA  Concord,  NOS  louisvilb',  .rnd  Ni\s  Indian  Ih'ad.  As.  a result  of  the 
conversations  with  the  jiersonnel  from  thest'  activities  a lis.t  of  I'otenti.rl 
mutual  interest  areas  w.rs  develot'ed  for  further  invest  iq.tt  ion.  This  list 
served  as  a startinq  point  within  the  CWSRP  community  for  invest  iq.it  inq 
other  requirements  for  .iction,  fe.isibility  of  implemi'iit .it  ion , .ind  need  for 
interface  with  OPKcX'.  Althouqh  itqnits  from  the  entire  community  wen' 
intended  to  be  an  inteqral  p.irt  of  the  .in.ilysis,  it  war.  evident  1 1 <'m  the 
discussions  with  personnel  in  both  Proqi.ims  that  there  is  .i  lack  ot 
understandinq  that  t.mqes  fiom  misconcej't  ion  to  tot.il  un.iw.u  I'liess  ot  wh.it 
the  other  Proqr.im  does.  This  ofti'ii  I'.iused  .i  vi'id  in  the  d.it.i  feedb.u'k 
because  soim'  .ispei'ts  ot  one  Priiqt.im  were  unknown  to  the  {\irt  i ci I'.int  s ot 
the  ottier  Proqr.im. 


3.3  INITIAI.  lOF.NTIFU'ATlCN  OF  MUTVIAI.  INTKRFST  ARRAS 

As  a result  of  t)ie  [>»  el  imin.iry  lese.iii-h  two  themes  toi  .iie.is  ot  mutu.il 
interest  wi'te  est  .ibl  ished.  Mutu.il  t'loqi.im  inteiests  ..in  I'c  det  ined  .is  .iie.is 
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of  similar  onquiitq  work,  areas  of  projected  development,  areas  of  {>oten- 
tially  similar  manpower  requi i ements , areas  of  fundinq  restKinsibility, 
etc.  The  two  themes  developed  are  the  followinq: 

1.  Identification  of  th«'  functions,  assiqnments,  and  resixinsibilit ies 
(KAK)  necessary  to  impleimnit  effective  maintenance  and  overhaul  of 
tiWSRl'  equipnu'nts  throuqhout  the  DDEiX’. 

2.  Identification  of  the  jHitential  sources  of  fvmdinq  to  be  dedicatt'd 
for  the  implementat io»4  of  the  iflrtSRl’  roquirenKMits  developed  within 
the  framework  of  DDEOC  which  are  not  adequately  supiKirted. 

The  specific  elements  of  both  proqrams  that  should  be  considered  in 
the  further  subdivision  of  the  broad  mutual  interest  areas  will  be  briefly 
addressed.  These  potential  inteqration  elements  are  referenced  to  the 
elements  of  the  ODEtK'  Mar\aqement  Plan  whicli  is  presently  beinq  ust'd  as  a 
quide  to  DDEOC  matiaqors  for  tlie  executioi^  of  the  DDEtX'  Proqram. 

The  followinq  potential  inteqrat'on  areas  were  identified  relative 
to  theme  1 : 

• Material  Conditioi\  Review/Pre-Overliaul  Test  and  Inspection.  C.WSRP 
equipments  presently  have  a material  condition  review  conducted 
prior  to  overhaul.  This  inspection  is  conducted  by  field  represent 
fives  of  the  NAVSEACKNs.  The  POTM  is  .also  ''.'rformed  to  determine 
overhaul  and  RAV  requi romei\ts . Those  inspections  should  be 
rese.arched  to  detormit\e  the  extent  of  duplication/potent  ial 
inteqration. 

• Repair  Package  IXvelopment . NAVSEA-914X  is  responsible  for 
developing  the  "Class  Maintenance  Plans"  and  identifying  hardtime 
intracycle  maintenance  actions  and  repair  actions  contingent  upon 
condition  .assessment  trend  analysis.  Methods  to  integrate  i;WSRP 
data/enqineer inq  expertise  on  .a  continuing  basis  shoulti  be 
researched. 

• Class  Baseline  SARP.  PERAiCRDDES)  is  respx>nsible  for  generating 
the  cl.ass  baseline  SARI’.  The  extent  of  present  interface  between 
the  GWSRI'  .and  PERA(CRUDES)  in  this  effort  should  be  identified. 

If  tletermined  to  be  necessary,  im'tiiods  to  inteqr.ate  iWSRT  data/ 
engineering  exi’ortise  into  tl\is  process  should  be  identi  fil'd. 

• Rid  Specifications  for  Private  Yards'  ROH/DOH.  PE RA( CRUDES)  is 
tasked  to  produce  the  bid  specifications  for  the  overh.auls  to  be 
conducted  in  private  shipyards.  CIWSRP  data/engineering  exjx'rtise 
should  be  interfaced  with  PERA  engineers  in  an  attempt  to  produc'e 
more  definitive  bid  siieci  float i ons  for  gvin  weapon  systems. 

• Post  Repair  Test  and  Certification  Pl.ans.  PERA  (CRUDES)  is  iv  sponsi- 
ble for  producing  the  svx'ci  float  ions  of  these  plans.  Tliis  is 
.another  .area  where  the  potential  exists  for  DDEiX'  to  dr.iw  from  the 
data/enqineering  expi'rtise  nvanaged  within  ilWSRP.  Mso  the  applica- 
bility of  interfacing  all  or  eleim'iits  of  existing  test  programs  on 
combat  systems  jvs  the  CSRR  and  CSRf  should  be  Invi'St  i g.at  ed. 
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• Hdteridl  CcMidi t i on  AssossnKMit  Proc’edure-lVvt»loi>ment  ai^d  Review. 
PERA(CRUDES)  is  resixinsibU*  to  NAVSEA-*^) 34X  for  the  dovelopmt»jit 
and  review  of  Mi'A  procedures.  For  those  (5WSR1’  eiiuipm**nts  selected 
for  MCA,  interface  efforts  investiqated  for  the  possible  inclusion 
of  iSVSRP  data/emiineerinq  exjx'rtise  in  the  dt>ve lopmeiit  process, 

• DDECX’  Site  Teams.  Several  responsibilities  assigned  to  the  site 
teams  — i.e.,  development  of  assessment  procedures,  recommendations 
of  equiv'ments  to  be  assessed,  and  insv>ection  scheduling  — will 
impact  the  material  condition  of  designated  ships'  equipments. 

Present  site  team  manning  authorization  shows  the  potential  to 
expand  contact  system  expertise.  The  possibility  of  upgrading  the 
combat  system  expertise  should  be  investigated. 

• Data  Exchange.  'D^e  pix>posed  intracycle  manag«'mei»t  data  base 
system  — Repair  Maintenance  Management  System  (RMMS)  is  a corn>uter 
aided  management  tool  being  develo{>ed  by  PERA (CRUDES) . Rt'search 
should  be  conducted  to  assess  the  interface  possibilities  between 
RMMS  and  the  (.MSRP  MIS. 

• Class  Maintenance  Plan  (CMP) . SEA-h34X  is  resiionsible  for  develop- 
ment of  the  CMP.  The  CMP  includes  anticipated  maintenance  tasks, 
their  frequency,  and  estimated  man-hour  requirements  to  accomplish 
periodic  restorative  maintenance.  Maintenance  requiremtuits  involving 
the  Gun  Weapon  System  should  be  analyzed  with  a cof>rdinated  (.IWSRP 
input  to  ensure  that  only  necess.ary  repairs  .are  accomplished  on 
those  equipments  not  being  replaced. 

Prior  to  identifying  the  txitential  integration  areas  under  Theme  2, 
the  following  should  be  taken  into  consideration.  DOEOC  requirements  that 
generated  maintenance  costs  in  excess  of  previous  maintenance  experience 
were  to  be  used  as  iusti f icat ion  for  submittal  of  increased  funding  requests 
in  the  POM.  The  analysis  of  funding  areas  should  identify  areas  where  this 
process  was  not  enacted,  those  areas  where  funding  has  not  been  allocated  in 
quantities  prescribed  by  DDE(X'  engineering  analysis,  and  areas  of  app.arent 
shortages  or  exi'''sses.  The  following  ^xitential  integration  areas  were 
identified  relative  to  Theme  2: 


• BOH  Funding.  The  BOH  for  the  DDEOt'  classes  requires  maintenance 
funds  in  excess  of  a "normal"  overhaul  duo  to  increased  work 
requirements.  Adequacy  of  BOH  funding  should  be  addressed  by 
comv>arinq  the  POM  fvtnds  requested  based  ufKin  DDEIX'  requiremtMits 
with  the  funds  currently  allocated  for  the  BOH. 


* OWSRP  .System/Kquipment  Gom[H>nent  Replaceimuit.  The  (.'.WSRP  program 
provides  the  funding  for  complete  overhaul  of  its  cognizant 
system/equipments.  As  maintenance  requirements  identify  more 
component  replacement  vice  complete  system  overhaul,  the  methods/ 
mt'ans  to  support  this  replacement  must  also  be  identified. 


• Rot  able  Pool  Funding.  Rotable  j.>ool  requirements  for  GWSRP  systems/ 
equipments  to  supiport  DDEIX'  class  mainten.ance  plans  must  be 
identified  along  with  the  source  of  funding. 
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These  mutual  interest  areas  represented  the  significant  findings  based 
on  the  discussions  held.  It  was  necessary  to  conduct  further  analysis  to 
determine  the  validity  of  each  specific  area,  the  desirability  of  implement- 
ing each,  and  the  feasibility  of  implementing  each  in  an  integrated  manner 
to  achieve  tangible  benefits  for  each  Program. 


3.4  MUTUAL  INTEREST  AREA  REFINEMENT 

This  section  will  describe  the  results  of  the  analyses  used  to  select 
the  mutual  interest  areas  whose  implementations  are  most  necessary  to  coor- 
dinate the  (.'.WSRI’  with  the  DUEOC.  It  should  be  recognized  that  this  does  not 
represent  the  complete  requirements  for  GWSRlVbDECX:  integration.  As 
further  investigations  are  conducted,  the  analyses  will  most  likely 
develop  new  areas  of  needed  coordination.  Additionally,  both  programs 
are  dynamically  managed  so  that  their  individual  charters  will  probably 
bring  about  unresolved  questions  of  mutual  program  interests  which  will 
identify  needed  dialogue  and  interface. 

Each  of  the  following  sections  — 3.4.1  tlirough  3.4.8  — identifies  one 
of  eiqi»t  selected  mutual  interest  areas  and  describes  tiie  findings  tiiat 
lead  to  its  final  inclusion  in  tlie  list  recommended  for  implementation. 

The  selection  was  based  largely  on  the  discussions  and  desires  of  NOS 
Indian  Head  and  NAVSEA  0432.  Tliese  impressions  were  further  discussed 
and  coordinated  with  the  DDEOC  Program  Officer,  PERA  (CRUDES),  and  the 
TYCOMs . 

The  narrative  in  each  section  represents  a compilation  of  the  various 
discussions.  The  discussions  wore  analyzed  against  existing  documentation, 
management  plans,  instructions,  etc.,  to  determine  the  most  advantageous 
means  of  identifying  future  integration  recommendations.  The  list  is  not 
presented  in  any  order  of  significance. 

3.4.1  Integration  of  Material  Condition  Review  (MCR)  and  Pre-Overliaul 
Tes^  and  Inspections  (POTtil) 

The  Gun  Wea[x>n  System  Replacement  Program  provides  for  an  inspection 
of  all  gun  weapon  systems  installed  on  sliips  identified  by  the  Type 
Commanders  as  having  equipment  requiring  replacement  or  whose  last  MCR 
is  over  three  years  old.  This  inspection  is  conducted  by  the  NAVSEACENs 
on  each  coast.  They  use  a MCR  manual  that  contains  procedures  and  check 
lists  from  which  to  evaluate  and  comment  on  the  observed  condition. 
Similarly,  prior  to  major  overhauls,  the  Pre-Overhaul  Test  and  Inspection 
(POTSI)  is  conducted  on  the  gun  weapon  system  as  a means  of  identifying 
the  systems'  material  condition  and  required  overhaul  repairs.  The 
inspections  are  similar  both  in  equipments  checked  and  procedures  used. 

The  estimates  given  by  the  NAVSEACENs  concerning  the  manning  and  man- 
hours required  by  both  inspections  were  approximately  equivalent.  Initial 
indications  show  that  neittier  of  the  two  inspections  is  any  more  comprehen- 
sive or  significantly  more  cost  effective  than  the  other.  The  single 
greatest  area  of  deviation  in  the  procedures  utilized  for  both  inspections 
is  the  formatting  of  the  results.  The  MCR  utilizes  a series  of  check  off 
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sheets  and  system/equipment  summary  sheets.  The  formats  utilized  for  the 
POT&Is  vary  from  inspection  to  inspection.  There  was  concurrence  from  the 
NAVSEACENs,  NAVSEA-934X,  PERA  (CRUDES) , and  OWSRP  proqram  manaqement  that 
the  integration  of  these  efforts  was  desirable  and  feasible.  There  were 
various  suggestions  made  on  how  this  could  be  accomplished.  PERA  (CRUDES) 
emphasized  that  this  effort  should  address  three  areas  of  implementation: 

1.  Documentation 

2.  Inspection  teoim 

3.  Periodicity 

Investigation  of  these  tiiree  areas  could  result  in  development  of  a compre- 
hensive and  standardized  plan  that  would  provide  the  sliore  and  afloat 
communities  with  an  exact  management  tool  for  planning  this  inspection. 

The  following  primary  suggestions  were  made  concerning  tliis  effort  by 
several  of  the  activities  interviewed: 

1.  Integrate  the  MCR  and  POTS!  into  a single  inspection. 

2.  Continue  to  conduct  both  the  MCR  and  POT&I  but  create  procedures 
that  specify  inspection  dependency.  An  example  of  this  would  be 
to  have  the  MCRs  precede  t)ie  POTsls  and  let  its  results  dictate 
the  need  or  level  of  POTs.1  conducted. 

3.  Produce  standardized  MCR  procedures  with  an  accompanying  scheduling 
agenda  that  can  be  utilized  as  the  POTSI  plan  for  gmi  weaf.x)n  systems. 

Of  the  three  recommended  approaclies,  incorporation  of  standardized  MCR  pro- 
cedures as  part  of  the  POTtil  plan  appears  to  offer  the  best  means  for 
integrating  these  two  inspections. 


3.4.2  GWSRP  Input  to  Bid  Specification 


The  area  of  bid  specifications  was  raised  as  a potential  integration 
concern  by  several  of  the  CWSRP  activities.  Bid  speci f icat ions  )iave  been 
utilized  as  the  standard  means  of  establishing  contracted  requirements  and 
therefore  are  not  unique  to  the  DDEtX’  or  CWSRP  programs.  Tlv  im^xsrtance 
of  investigating  this  area  is  twofold: 


1.  TYCOM  interview  indicated  the  major  overliauls  for  tl^e  gun  weaiKin 
systems  require  an  inordinate  amount  of  jKist  overhaul  repairs  to 
bring  systems  to  acceptable  operable  conditions. 

2.  The  DDEOC  program  emphasizes  the  need  for  standardized  levels  of 
acceptable  material  condition  throughout  each  class.  The  bid 
specifications  could  serve  as  the  im'ans  for  correcting  deficiencies. 
Further  engineering  analysis  must  be  conducted  to  determine  the 
extent  and  causes  of  (xist  overl\aul  repairs  actually  required. 

The  GWSRP  managers  could  provide  a definitive  input  to  the  PERA 
(CRUDES)  planners  on  the  siH'cific  requirements  needed  to  bring 
the  gun  weafion  system  up  to  the  requisite  conf iqur.at ion.  This 
would  also  provide  the  DDEiX*  managers  with  a standardized  level 
of  material  condition  expected  as  a result  of  the  overhaul. 


23 


The  NAVSEACENs  along  with  the  TYCOMs  provided  the  most  significant 
input  relating  to  this  mutual  interest  area.  As  a result  of  the  numerous  . 
inspections,  technical  assists,  and  corrective  maintenance  actions  provided 
to  the  TYCOMs  to  correct  gun  weapon  system  deficiencies,  the  NAVSEACENs  ex- 
pressed the  need  to  provide  the  TYCOMs  with  an  improved  means  of  accountability 
of  work  accomplished  on  these  systems  in  the  shipyard.  This  would  include 
specifications  covering  tlie  entire  process  from  removal,  repair,  to  instal- 
lation of  these  systems,  in  spite  of  the  fact  that  the  yards  are  often  only 
required  to  perform  removal  and  installation  of  systems  overhauled  in  NOS 
Louisville.  The  TYCOM  staffs  are  concerned  with  this  problem  because  of 
their  experiences  of  costly  ROH  expenditure  overruns  in  both  time  and 
money  and  the  resultant  loss  of  ship  availability  in  the  applicable  mission 
area. 


PERA  (CRUDES)  provides  the  bid  specifications  for  the  DDEOC  Program. 

As  the  coordinators  of  this  DDEOC  input,  the  PERA  (CRUDES)  planners  were  in 
favor  of  more  definitive  specifications  for  the  overhaul  of  these  systems. 

The  approach  offered  by  PERA  (CRUDES)  was  to  have  a standardized  bid 
specification  written  for  the  turnaround  of  a gun  weapon  system.  This 
specification  would  be  similar  to  a Technical  Repair  Standard, yet  written 
in  bid  specification  language.  By  preparing  a bid  specification  utilizing 
the  expertise  witl\in  the  gun  community,  the  overhaul  planners  could  be  con- 
fident that  the  bid  specification  would  represent  the  requisite  repairs 
needed  to  bring  the  system  to  tlie  desired  overhaul  configuration. 

Although  this  investigation  did  not  analyze  the  amount  of  savings  that 
can  be  realized  from  more  definition  on  these  bid  specifications,  all  parties 
interviewed  predicted  tliis  as  a potential  area  of  increased  savings  to  the 
TYCOMs  overhaul  maintenanc.''  <^unds. 

3.4. 3 Baseline  Overhaul  (BOH)  Requirements 

The  Baseline  Overhaul  (BOH)  has  been  established  as  a prerequisite  for 
ships  entering  the  extended  operating  cycle  in  the  DDEOC  Program.  The  Engi- 
neered Operating  Cycle  (EOC)  is  that  period  of  time  from  the  completion  of 
a DDEOC  ship’s  overhaul  through  the  normal  operating  period  and  subsequent 
Regular  Overhaul  (ROH) . Therefore  as  each  DDEOC  ship  enters  the  program, 
it  will  undergo  an  initial  BOH  and  then  enter  its  EOC  as  prescribed  in  the 
CMP.  The  key  elements  that  will  be  established  upon  completion  of  BOH  are 
the  DDEOC  Class  Configuration  Baseline  and  the  DDEOC  Class  Material  Condi- 
tion Baseline.  The  configuration  and  material  condition  of  a given  ship 
completing  BOH  will  be  stated  in  terms  of  exceptions  to  the  class  baseline 
definitions.  The  importance  of  correctly  determining  those  requirements 
to  be  included  in  the  BOH  is  important  to  the  success  of  the  DDEOC’  Program. 
Failure  to  include  an  overhaul  requirement  could  result  in  lack  of  de^xit 
level  repair  maintenance  for  a period  of  4 to  5 years  in  addition  to  the 
time  it  last  experienced  repairs  in  an  ROH. 

A research  of  the  FP-1052  and  DDG-37  Class  BOH  requirements  specified 
for  the  gun  weapon  systems  was  made.  Absent  from  both  of  the  BOH  require- 
ments were  any  repair  requirements  on  the  5"/54  Mk  42  gun  mounts.  Although 
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no  rop*i'*'  ro>-iuit«.'montti  wore  sjH'cifiod,  discussions  with  NAVSKA-04.< 
liersonnel  indicated  this  was  a proper  void  as  the  qun  mount  overhaul 
requi i emt'nt s should  be  recoimnended  contingent  uv>on  the  results  of  the 
Mi'R.  The  fact  that  repair  requi remottts  were  not  specified  in  the  case  of 
the  S”/!'4  Mk  42s  does  not  mean  BOH  repairs  will  not  be  performed.  Repairs 
can  tH'  assigned  as  a «esult  of  the  POT&I  or  MCR  inspections.  Additionally 
it  was  emphasized  by  the  PFKA  (CKUDES)  ivrsonnel  that  the  BOH  roviui rement s 
can  bt'  varied  if  sufficient  input  and  just  i f icat  ion  aie  provided  the  PPEtX' 
Program  planners. 

For  this  analysis,  the  conversations  with  the  OWSRP  managers  did  not 
include  detailed  discussions  of  each  UPEcX'  class  BOH  repair  requirements 
written  foi-  the  gun  weafn^n  systems!.  What  was  addressed  was  the  fact  that 
both  the  O.WSRP  and  the  TYOOMs  have  fitiite  ami^unts  of  overhaul  fvinds  to 
svipix'srt  the  refurbishment  of  the  gv»n  weapon  systems  for  BOH/ROH  repair 
requiremt'nts.  Funding  shortages  could  result  in  cuts  to  required  BOH 
repairs  which  would  create  an  incongruity  in  class  material  condition 
standards  prior  to  the  ships  even  starting  their  respective  EOCs. 

It  is  through  a continuing  process  of  input  from  the  (.IWSKP  that  the 
nPFtX'  can  be  resjxsnsive  to  the  latest  needs  of  the  gvm  wea^xm  systems. 

Since  the  BOH  is  a one  time  availability  for  each  ship  of  the  class,  it 
is  essential  that  changes  to  baseline  SARPs  formvilatod  for  the  BOH  be 
made  uix^n  recognition  of  the  requirement.  Tliis  is  important  because  the 
Baseline  .RARP  will  be  use<l  a.s  an  advanced  planning  dociunent  to  assist  in 
the  job  order  preparation,  advanced  material  procurement,  design  work, 
and  early  decision  makii\g  by  those  activities  responsible  for  svjpport  ing 
and  conducting  the  ov»nhaul  prior  to  definition  of  tl\e  Authorized  Ship 
Alteration  and  Repair  Package  (SARI')  at  the  Work  IX'finition  Conference. 

The  PPEtX'  Program  can  be  provided  with  this  information  by  the  C.WSRP  in 
the  following  ways: 

• TYi'OM  recommend.it  ions  which  have  been  invest  ig.ited  ami  found  to 
Ix'  valid  by  proper  !.;WSRP  authority 

• NAVSEACENs  recomim'ndat ions  as  a result  of  observed  trends  in  the 
Mi'Rs 

• Nils  loui svi I le  recvimmend.»t  ions  as  .i  result  of  the  trends  observed 
in  the  overhaul  of  gun  wt'apon  systems 

• NOS  Indian  Head  recomm«'nd.it  ions  as  a result  of  analysis  conducted 
on  the  CWSRP  man.igement  infoimation  system  dat.a 

The  further  investigation  of  Bi'*!!  lequiiemt'nt  interface  by  the  i'.WSRP  p.irtici- 
pants  is  a mutual  interest  are.i  that  must  be  explored.  Since  the  next  over- 
haul availability  prescrilH’d  by  the  DPEiX'  CMPs  is  .ippi'oximately  bO  nvinths 
after  the  BOH,  it  is  essential  the  gun  weaixin  system  receive  the  requisite 
de^xit  level  repairs  during  this  peritxl  if  they  are  to  o(x'rate  successfully 
during  the  extended  overhaul  cycle. 
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3.4.4 


Identification  of  C.WSRl'*  Rotable  Pool  Roquirements  Needed  in  Sunt>or t 
of  DDElX* 


The  GWSRP  is  tasked  to  replace  ordnance  installed  on  active  and  reserve 
ships  with  properly  configured/overhauled  systems  and  components.  Recent 
trends  have  i-xjinted  to  the  advantages  of  overhauling  systems  through  rotable 
pool  repairs  rather  than  entire  system  repairs.  In  mcjst  cases  the  rotable 
txx>l  system/ comix')nent  replacement  is  more  cost  effective,  more  easily  m.uiaged, 
and  requires  less  time  to  overhaul.  OPNAVINST  3120. 2H,  Pt'st rot/or  Ertiiinoort'd 
Oper^iting  Cijclo  (DDEOC) ; Implemontution  of,  states  "...  increased  number  of 
repairables  components  are  being  provided  specifically  for  ODEIX'  ships  to 
help  reduce  the  time  spent  in  maintenance  availabilities".  Tliat  statemtnit 
along  with  the  policy  decision  from  the  same  instruction  that  states, 

"Stocking  of  spare  will  be  provided  as  support  for  accomplishment  of  DDEiX' 
predetermined  maintenance  requirements  during  the  operating  cycle",  are 
indicative  of  the  emphasis  that  OPNAV  has  placed  on  the  rotable  pool  mainte- 
nance concept  in  support  of  the  PDEOC. 

A ixjlicy  of  rotable  pool  refurbishment  becomes  advantageous  in  certain 
maintenance  actions.  The  overhaul  and  intermediate  level  maintenance  of 
the  gun  weapon  systems  are  inherently  better  served  by  this  maintenance 
policy.  The  centralization  of  the  needed  technicians,  industrial  facility, 
and  test  and  repair  resources  at  a specified  maintenance  activity,  such  as 
the  Naval  Ordnance  Station  Louisville,  results  in  greater  efficiency  and 
quality  of  repairs  per  overhaul  dollar  spent. 

Present  inventories  of  system  "battle  spares"  maintained  at  NOS 
Louisville,  which  appear  to  be  low,  are  the  5"/54  Mk  42  Mod  9 (one),  the 
5"/54  Mk  42  Mod  10  (two)  and  the  Mk  68  GFCS  (three) . A NOS/L  concern 
was  wliether  the  existing  system  spares  could  provide  the  requisite  rotable 
pool  support  wit)iin  the  framework  of  tlie  DnEt-X'  Program.  This  is  an  area 
of  mutual  program  interest  that  is  worthy  of  further  investigation. 

This  investigation  should  address  the  nature  of  existing  rotable  jxiol 
spares  committed  to  support  gun  weapon  systems.  A repairables  rework  study 
was  conducted  and  completed  in  EY  77  for  t)'ie  Ship  Support  Improvement 
Project  (PMS  306).  The  intent  of  the  study  was  to  alleviate  problems 
such  asj  the  lack  of  adequate  stock  pools,  underutilized  or  nonexistent 
rework  capabilities,  and  a general  failure  to  manage  effectively  the 
component  repair  cycles  from  carcass  to  ready  for  issue  units.  Combat 
systems  repairables  were  included  in  the  study.  The  results  of  that 
study  should  lae  reviewed  against  the  current  requirements  of  t)ie  C.WSRP. 

Where  the  GWSRP  can  show  trends  of  required  maintenance  as  a result  of 
MIS  information,  NAVSEACENs  inspections,  or  Fleet  maintenance  actions; 
the  need  should  be  documented  for  DDEOC  required  rotable  spares.  It 
should  be  submitted  as  a recommended  equipment  candidate  forwarded  by  the 
DDEOC  Program  Office  to  the  SSIP  (PMS- 306)  for  approval  and  consolidation 
within  the  Wholesale  System  Stock  Requirements.  By  so  doing,  increased 
rotable  spares  can  be  obtained  and  designed  as  mandatory  replacement 
items  for  specified  repair  requirements.  This  could  alleviate  one  of 
the  existing  problems  extx'rienced  in  supporting  gun  weapon  systems.  The 
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problem  occurs  when  shipyards  "repair"  equipments  rather  than  replace  them 
with  on  the  shelf  Government  Furnished  Equipments  auid  Government  Furnished 
Material.  The  repair  work  is  thought  to  be  much  more  costly  and  less 
effective  than  would  be  replacement  action  with  rotable  spares.  Since  no 
study  has  been  conducted  to  prove  or  disprove  this  point,  it  might  be 
included  in  future  investigations  of  rotable  spare  requirements. 

3.4.5  GWSRP/DDEOC  Program  Data  Interface 

Research  of  both  Programs'  management  plans  indicated  they  were  sup- 
ported by  Management  Information  Systems.  These  systems  provide  the  soft- 
ware for  data  storage,  manipulation,  and  retrieval  in  support  of  various 
management  functions.  The  Management  Information  System  supporting  the 
GWSRP  is  maintained  by  WQEC  Concord.  Preliminary  analysis  of  this  system 
indicated  the  primary  source  of  information  was  derived  from  the  material 
condition  reviews.  The  data  from  these  inspections  are  reviewed  by  NOS 
Indian  Head  for  content  and  formatting,  then  forwarded  to  WQEC  Concord 
for  compiling,  file  update,  and  information  outputs.  The  system  generates 
various  types  of  reports,  which  could  provide  additional  data  to  the  DDEOC 
software.  The  primary  management  reports  produced  are: 

I 

1.  Ordnance  Replacement  Index  (ORl) 

2.  Fleet  Report  of  Gun  Systems  (FROGS) 

3.  Inspection  Status  Report  (Tickler  File) 

4.  Equipment  Condition  Report  (ECR) 

5.  Modified  Equipment  Condition  Report 

From  these  reports  all  or  various  portions  of  the  data  might  provide  valu- 
able information  on  the  gun  weapon  systems  to  the  managers/planners . PFRA 
(CRUDES)  was  interested  in  investigating  the  possibilities  of  receiving 
additional  information  on  these  systems'  configurations.  As  ORDALTs  are 
installed  during  overhaul  or  refurbisliment , t)ie  configuration  changes  to 
the  gun  weapon  system  must  be  documented  to  allow  for  proper  maintenance 
support  planning.  Configuration  information  is  an  example  of  tlie  type  of 
data  interface  that  should  bo  researched  for  future  integration. 

The  DDEOC  maintenance  management  system  is  called  the  Repair  Maintenance 
Management  System  (RMMS) . This  system  was  developed  for  recording  and 
scheduling  periodic  maintenance  actions  in  accordance  with  the  DDEOC  Class 
Maintenance  Plans.  The  RMMS  identifies  periodic  restorative  maintenance 
actions  to  be  performed  at  the  intermediate  maintenance  activity  and  depot 
levels  of  maintenance.  The  initial  RMMS  is  being  developed  by  PERA  (CRUDES) 
and  will  be  tasked  in  some  of  the  following  ways: 

• Schedule  and  monitor  maintenance  from  CMPs 

• Provide  tenders  with  ADP  tapes  usable  for  workload  planning 

• Provide  schedules  of  periodic  maintenance  due  in  any  timeframe 
selected 
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The  KMMS  will  identify  maintenance  lequireim'nts  for  SKA  and  IMA  {'lanniiu). 
Various  data  sources  will  feed  flu>  system,  i.e.,  HhKtX'  maintenance  actions, 
alterations,  reciimn\et\dat  ions  K-ised  on  Material  I’ondition  Assessments, 
technical  repair  standaids,  results  of  desiijnated  tests  and  inspections, 
t'SMP,  etc.  This  will  all  he  ci'mpiled  into  a ('it'l iminary  SAKh  to  be  used 
at  th«‘  Work  lX>finition  t'onference. 

The  input  of  conf iuurat ion  liata,  repair  standards  and  requirements, 
and  inspt>ction  results  are  three  j-HHential  areas  where  the  i.:WSRr  could 
provide  information  to  KMMS.  The  real  time  data  that  the  clWSKP  MIS  main- 
tains would  be  I'f  siqnif leant  benefit  to  the  maintenance  action  planninq 
provided  by  the  KMMS.  Kurthei'  invest iqat  iot\  into  software  compat  ibi  lity, 
infomation  requirements,  data  formattinq  and  transfer,  etc.,  would  all 
have  to  Ih>  part  of  the  technical  research  conducted  to  identify  inteqration 
feasibility  of  a data  exchanqe  proqram  between  the  two  exist inq  systems. 

>.'.WSKr  Suptx.~>rt  and  Ij^nit  to  hblXX"  Site  Teams 

The  PPIXX'  site  te.ims  have  been  establisl\ed  to  provide  tht'  OhKcX'  l'ri.>qram 
with  personnel  to  conduct  or  assist  tht'  Ship's  Force  in  the  performance  of 
DhFiX'  .tssessment  procedures.  Tht'  PDFiX'  assessment  proct'duies  havi'  bt'en 
termed  "Material  t'endition  Assessment"  (Mi-'A)  . These  asse.ssment  procedures 
enccimpass  K'th  per fornuinct'  .isst'ssnu'nt  jt'feirinij  to  the  measurement  of  the 
output  or  production  of  .»  system  or  etpiipment  and  m.iteiial  conditioi\ 
assessmt'nt  which  refer.s  to  t))t'  .■»ct\jal  materi.tl  aspects  of  the  item  such 
as  wear  mt'asurements , m.deri.il  thickness  nu'asurement  s , etc.  Implementation 
of  the  Materi.il  PiUidit  ii'n  Aiisessment  procedures  by  the  r'DFtX'  site  te.ims  are 
des i qned  t o prov i de : 

1.  Assessment  of  the  retiuired  mainteiutnce  actions  necessaiy  to 
maintain  a desiqnated  state  of  equipnu'nt  and  system  readiness 

2.  Input  for  timt'ly  scht'dulinq  of  maintt'nance  actions,  maintenance 
repair  activity,  and  tequired  repair  matesials 

3.  Assessment  of  the  effectiveness  of  nnitine  mviintenance 

The  shiv'  visits  conducted  by  the  site  teams  will  pi\'vide  the  PDFiX'  Proqram 
with  the  dat.i  needed  to  effect  a dynamic  proqr.im  of  v'Cint  imu'd  matei  ial 
condition  improvement  and  system  readiness. 

The  projvsed  comt'osition  of  the  PDKtX'  site  teams  is  primarily  HN.'il' 
oriented.  In  supix^rt  of  the  qun  weaix>n  systems  the  site  teams  will  include 
a Master  Chief  Fire  Control  Technician  and  two  Klectronics  Technicians 
(Chief  and  First  Class  Petty  Officer  Kadar  Specialists).  These  individu.ils 
will  be  assiqned  the  resj.v>nsibility  of  performinq  or  assistinq  Ship's  Force 
in  the  performance  of  Mi'A  procedures  on  the  qun  weaixm  system. 

The  tlWSKP  manaqers  feel  there  are  benefits  to  be  qained  from  the 
additional  data  the  Mi'As  could  provide  on  selected  areas  of  the  qun 
weaixsn  systems  and  equipments.  The  auqmentation  of  the  material  condition 
reviews  with  d.ata  provided  by  the  DPVXX'  site  teams  could  provide  for 
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potential  improvements  in  system's  condition  and  estimated  service  life. 

The  immediate  concern  is  the  lack  of  a designated  individual  with  dedicated 
experience  on  the  operation  and  maintenance  of  the  guns.  Although  a Master 
Chief  Fire  Control  Technician  coupled  with  experienced  Ship's  Force  person- 
nel could  possibly  meet  this  requirement,  it  would  be  advantageous  to  aug- 
ment the  expiertise  in  the  area  of  gun  operation  and  maintenance. 

The  fact  that  the  first  DDEOC  site  teams  are  currently  being  manned  on 
both  the  east  and  west  coasts  and  MCA  procedures  are  still  being  produced, 
indicates  the  time  is  right  to  address  this  particular  mutual  interest 
area. 

The  following  are  topics  of  potential  interface: 

1.  GWSRP  provides  list  of  recommended  MCA  Cvandidates  to  DDfXX'  Project 
Manager. 

2.  tTWSRP  provides  the  interface  to  augment  the  exvH'rtise  of  DDEi.X’  site 
teams  on  gun  weaix>n  systems  i.e.,  NAVREACENs  assistance. 

3.  i.iWSRP  provides  the  exv’ertise  interface  to  develop  MCA  procedures, 
i.e.,  NAVSEACENs,  NOS  Uiuisville. 

4.  CWSRP  becomes  information  recipient  of  results  of  MCA  procedures 
conducted  for  gun  weapon  systems. 

The  integration  support  the  i.WSKr  could  provide  the  DOEiX'  site  teams 
would  be  beneficial  to  both  Programs.  The  tAVSRP  would  receive  additional 
informcitional  rejxsrts  of  gun  weapon  system  readiness  and  material  condition 
status.  The  DDEOC  Program  could  enhance  the  exix'rtise  of  *-he  DDEOC  site 
teams  without  increasing  personnel  requiremt'nts  while  expanding  the  coverage 
of  the  MCA  procedures . 

3.4.7  Class  Maintenance  Plan  Interface 

The  Class  Mainten.ance  Plan  (CMP)  is  an  integral  jxirtion  of  the  DDEOC 
management  pl.ui.  It  defines  anticipated  maintenance  legviirenx'nts  for 
systems  and  equipments  of  eacli  class  throughout  an  extended  operating  cycle. 

The  CMP  provides  the  framework  for  implementing  an  engineered  maintenance 
program  designed  to  maintain  ship  material  condition  at  an  acceptable  level, 
with  increased  ovHjrational  avai labil ity . DDEiX'  designed  the  CMP  to  bo  used 
to  schedule  EOC  maintenance,  estimate  required  manpover  and  skill  levels, 
estimate  required  facilities,  estimate  required  supply  supv'ort,  and  develop 
repair  packages  for  various  availability  periods. 

i 

The  CMP  is  a structured  plan,  encompvissing  all  ship  systems  and  equip- 
ments whose  need  for  maintenance  can  be  reasonably  projected.  Those  equip- 
ments that  have  historically  been  the  greatest  maintenance  burden  to  a ship 
class  will  be  given  particular  attention  rn  CMPs.  Because  the  gun  weajx'n 
system  qualifies  for  DDECKT  CMP  attention  for  the  aforementioned  reasons,  it 
was  discerned  as  a potential  area  of  additional  integration.  The  envisioned 
interface  would  result  from  the  GWSRP  program's  ability  to  provide  mainte- 
nance estimates  to  the  various  DDEX3C  Class  CMPs.  Inputs  could  be  generated 
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as  a result  of  trends  indicated  by  the  GWSRP  Management  Information  System 
or  by  the  Material  Condition  Reviews.  In  either  case  it  would  be  important 
that  information  developed  by  the  GWSRP  be  entered  into  the  DDEOC  CMPs.  Of 
particular  interest  in  this  effort  will  be  the  identification  of  periodicity 
associated  with  each  repair  requirement.  These  will  have  to  be  matched  to 
designated  availabilities  within  the  CMP.  PERA  (CRUDES)  is  interested  in 
this  aspect  as  they  are  responsible  to  NAVSEA-934X  for  planning  the  repair 
requirements  for  each  designated  DDEOC  availability. 

Investigation  of  the  GWSRP  identified  the  established  procedures  for 
defining  the  programs  requirements.  The  planning  of  requirements  is  a 
coordinated  effort  between  the  TYCOMs,  NAVSEASYSCOM  (SEA-043  and  045), 
NAVORDSTA  Louisville,  NAVSEACENs , and  NAVORDSTA  Indian  Head.  Present 
provisions  include  the  appropriate  PERA  as  an  information  recipient  of 
submitted  requirements.  Tiie  necessity  to  enhance  this  coordination  is 
increased  when  the  frameworlt  of  an  EOC  is  placed  upon  a class  of  ships. 

This  EOC,  as  reflected  by  each  CMP,  designates  maintenance  actions  be 
accomplisiied  at  given  frequencies.  The  coordinating  of  this  effort 
requires  personnel  from  both  PERA  and  the  TYCOM  DDEOC  staff  be  made  more 
aware  of  GWSRP  procedures  and  requirements.  Potential  means  of  accomplisii- 
ing  such  could  be  the  attendance  of  a PERA  (CRUDES)  representative  and  the 
TYCOM  DDEOC  Coordinators  at  the  GWSRP  semi-annual  Worliload  Scheduling 
Conference  to  ensure  that  the  GWSRP  requirements  are  phased  with  DDEOC 
CMP  planning. 

3.4.8  GWSRP/DDEOC  Program  Scheduling  Interfaces 

The  DDEOC  Program  presently  includes  five  classes  of  ships  — FF-1052 
(46  ships) , DDG-37  (10  ships) , CG-16/26  (18  ships) , and  DDG-2  (23  ships) . 
This  totals  to  97  ships  t)iat  will  be  supported  by  four  distinct  EOC  plans 
and  schedules  — the  CG-16  and  CG-26  classes  have  been  combined.  On  each 
ship  in  the  DDEOC  Program  there  are  systems  and  equipments  that  are 
supported  by  the  GWSRP.  The  maintenance  strategy  planning  that  the  DDEOC 
Program  will  implement  for  these  systems  and  equipments  will  impact  t)ie 
GWSRP. 

The  maintenance  repair  requirements  and  availabilities  in  which  to 
accomplish  them  will  require  coordination  between  the  various  participants 
in  both  programs.  This  scheduling  interface  will  address  many  areas  of 
both  programs  from  maintenance  repair  requirement  periodicity  to  the 
commensurate  funding  needed  to  accomplish  the  repairs.  An  example  of  the 
magnitude  of  the  scheduling  interface  that  should  be  addressed  is  pointed 
out  by  the  latest  information  of  FF-1052  Class  BOH  schedules  as  stated  in 
OPNAV  Notice  4710.  Presently,  eight  of  t-he  FF-1052s  will  start  and  complete 
their  BOHs  within  one  wee(c  of  each  other  commencing  CY-10/78  and  ending 
CY-8/79.  This  should  Icey  several  activities,  such  as  the  TYCOMs,  NAVSEACENs, 
NOS  Louisville,  NAVSEA-0432,  and  others  of  their  necessary  action  required 
to  see  that  each  ship  leaves  the  BOH  with  its  gun  weapon  systems  overhauled 
and  properly  configured  in  accordance  with  the  established  DDEOC  BOH  re- 
quirements. This  is  but  one  specific  example  of  the  type  of  scheduling 
integration  that  should  be  studied. 
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PERA  (CRUDES)  expressed  the  need  to  coordinate  schedules  for  those 
availabilities  called  out  by  each  CMP  with  other  specified  maintenance 


repair  requirements  periodicities.  In  this  effort  such  areas  as  configura- 
tion status,  material  requirements,  wor)cload  planning,  etc.,  should  be 
addressed. 

A key  element  to  this  scheduling  interface  is  the  ability  of  both 
programs  to  integrate  t)jeir  individual  needs  with  the  TYCOMs.  The  TYCOMs 
^^rc  pivotal  in  that  they  make  the  ships  available  and  ultimately  authorize 
the  repair  maintenance  to  be  accomplished.  T)us  factor  drives  program 
functions  such  as  NOS  louisville  workload  planning  and  the  NAVSEACENs 
MCR  inspection  schedules.  An  area  of  this  interface  with  the  TYCOMs  that 
needs  further  study  is  the  planning  between  receipt  of  CMSRP  funds  and  the 
identification  TYCOM  overhaul  requirements.  Often  the  Work  Definition 
Conferences  (WIX')  are  conducted  in  the  blind  in  the  sense  that  TYCOM  has 
identified  work  required,  yet  t)ie  GWSRP  has  not  yet  identified  funds 
available.  T)»is  is  a simplification  of  a complicated  problem  that 
requires  further  integration.  The  maintenance  repair  requirements  called 
out  by  the  DDEOC  Program  for  specific  availabilities  gives  botli  t)^e  C.WSRP 
and  TYCOMs  the  means  to  identify  repair  requirements  and  provides  supixjrtive 
inputs  for  POM  justification  on  97  combatants.  Therefore  it  becomes  more 
important  that  tlie  GWSRP  and  DDEOC’  Programs  interface  their  sciieduling 
of  support  for  tiiese  systems  within  the  framework  of  the  DDECX’. 

One  method  of  immediately  enhancing  the  dialogue  and  interface  between 
these  programs  would  bo  to  have  the  DDEOC  TYCOM  Coordinator  and  a represen- 
tative from  PERA  (CRUDES)  present  at  the  Semi-Annual  GWSRP  Workload 
Scheduling  C’onference. 
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CHAPTER  FOUR 


CONCLUSIONS  AND  RECOMMENDATIONS 


4.1  CONCLUSIONS 

Conclusions  drawn  from  the  analyses  conducted  during  the  Gun  Weapon 
System  Replacement  Program  Coordination  Effort  Study  were  based  on  the 
interviews  conducted  with  GWSRP  cind  DDEOC  Program  activities  eind  the  data 
sources  identified  in  this  report.  The  study  supports  action  in  several 
areas  to  optimize  the  program  coordination.  This  action  will  ultimately 
serve  to  enhance  the  operability,  availability,  and  maintainability  of  the 
DDEOC  Class  ships  gun  weapon  systems. 

The  following  conclusions  were  reached  as  a result  of  the  study: 

• Inspections  conducted  prior  to  major  overhaul  of  the  Gun  Weapon 
System  Program  systems  and  equipments  are  being  conducted  twice 
and  are  similar  in  their  content  and  purpose. 

• The  complex  nature  of  overhauling  gun  systems  requires  that  increased 
specificity  be  written  into  the  bid  specifications.  Substcintial 
rework  should  be  alleviated  with  the  identification  of  more 
precise  bid  specifications  to  the  pKDtential  overhaul  activities. 

• Baseline  Overhaul  (BOH)  requirements  are  designed  to  include  the 
maintenance  and  supply  actions  necessary  to  restore  a DDEOC  ship 
to  a condition  in  which,  with  a well-engineered  eind  executed 
maintenance  and  supply  program,  it  can  be  expected  to  perform 
satisfactorily  over  an  extended  operating  cycle.  For  gun  weapon 
systems  this  requires  a well-definea  assessment  from  the  Gl^SRP  of 
the  mandatory  repairs  required  during  BOH. 

• Continued  support  of  GWSRP  systems  and  equipments  is  dependent 
largely  upon  rotcible  pool  repair  of  systems  and  components.  To 
provide  continued  timely  support  of  gun  weapon  system  maintenance 
requirements  within  the  framework  of  DDEOC,  it  is  necessary  to 
identify  all  rotable  pool  requirements. 

• Preliminary  analysis  of  the  management  information  systems  sup- 
porting both  programs  revealed  that  incorporation  of  existing 
software  should  provide  increased  maintenance  pieinning  and 
scheduling  data  for  the  management  of  gun  weapon  systems  within 
each  program. 
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• Enhanced  material  condition  auid  system  readiness  of  gun  weapons 
systems  can  be  obtained  through  the  application  of  material  con- 
dition assessment  (MCA)  procedures  conducted  by  DDEOC  site  teams. 
Support  of  the  development  and  conduct  of  MCA  procedures  should 
be  coordinated  between  the  programs. 

• The  addition  of  GWSRP  management  and  engineering  information  to 
DDEOC  Class  Maintenance  Plans  will  enhance  identification  of  the 
anticipated  maintenance. 

• Analysis  of  the  GWSRP  and  DDEOC  Program  requirements  reveal  the 
desirability  of  coordinating  and  phasing  the  scheduling  efforts 
of  both  programs. 


4 . 2 RECOMMENDATIONS 

On  the  basis  of  the  study  conclusions,  the  following  recommendations 
are  offered: 

• Develop  an  inspection  procedure  for  GWSRP  system  and  equipments 
that  eliminates  the  redundancy  presently  occurring. 

• Develop  comprehensive  bid  specifications  for  GWSRP  systems/ 
equipments  that  specify  the  repair  requirements  for  system  and 
equipment  overhaul. 

• Develop  the  procedures  whereby  GWSRP  directly  interfaces  with  the 
DDEOC  Program  in  the  development  and  review  of  BOH  requirements. 

• Develop  a list  of  required  rotable  pool  material  needed  to  support 
GWSRP  systems  and  equipments  within  the  freunework  of  the  DDEOC 
Program. 

• Develop  the  procedures  that  specify  the  exchange  of  software  and 
data  between  the  GWSRP  and  DDEOC  management  information  systems. 

• Develop  the  procedures  for  interfacing  GWSRP  expertise  into  DDEOC 
site  teams.  This  interface  should  also  include  potential  gun 
weapon  system  ccuididates  for  MCA. 

• Establish  procedures  whereby  continuous  GWSRP  input  can  be  provided 
to  the  engineering  efforts  used  in  development  and  revision  of 
DDEOC  Class  Maintenance  Plans  and  BOH  requirements. 

• Develop  the  procedures  and  actions  required  to  coordinate  the 
scheduling  interfaces  between  the  GWSRP  and  DDEOC  Programs  for 
support  of  GWSRP  systems. 

The  eight  areas  of  mutual  interest  can  be  examined  with  respect  to  the 
DDEOC  Program.  Figure  4-1  projects  a schedule  of  effort  that  would  allow 
each  area  to  be  accomplished  in  phase  with  key  events  occurring  in  the 
engineered  operating  cycle  of  DDEOC  Class  Ships.  The  projected  schedule 
also  considers  the  economies  of  concurrent  and  sequential  efforts  in  some 
related  areas.  The  schedule  is  presented  with  a 15  month  duration  and 
nominal  completion  in  September  1979.  As  mutual  interest  areas  are  inte- 
grated or  new  areas  arise,  the  schedule  should  be  modified  accordingly. 
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Figure  4-1.  PROJECTED  INTEGRATION  SCHEDULE 
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